Setting the company or business unit's strategy has always been one of the most important jobs for organization leaders. Consequently, leaders devote substantial time, energy, and resources getting the strategy right; along the way, they incorporate the latest thinking from management gurus and seek guidance from top consultants. Following this heavy investment, the revealing and sharing of the new strategy is often conducted with great fanfare. Unfortunately, a few years later, many organizations discover that they haven't "revolutionized the industry" or "become a global leader in xyz" as predicted by their strategies.
Why? A key cause for missing strategy goals is that leaders don't invest the same amount of time, energy, and resources in managing the implementation of the strategy as they do in setting the strategy. They also don't realize that managing strategy execution requires well orchestrated management processesletting existing business processes run the course won't drive the transformation required. So, in order for companies and business units to reach the audacious ambitions stated in their strategies, they must thoughtfully manage the way the strategy is implemented.
Four Reasons Existing Processes Can't Get It Done
Traditionally, organizations make sure the strategy setting process is well designed, and their leaders invest substantially to get the answer right. Some also think through the process for revealing and communicating the new strategy. After all that effort, they allow existing business processes and structures take charge of implementation. Unfortunately, this approach has many inherent limitations. Here are the most common four:
Very little leadership dialogue with each other and the rest of the organization
Good strategy is ambitious, and many are elegantly written and easy to communicate. However, the true power of the strategy is in guiding the organization to make different choices and therefore take different actions. So, in execution, leaders need to continue the dialogue with each other and the rest of the organization about what the organization would do differently under the new strategy. This dialogue clarifies the strategy and drives the organization to act in ways that are consistent with the strategy.
In some ways, leaders have to act like the Supreme Court in interpreting the Constitution. Through the ongoing dialogue, they set case law on what activities/investments/projects are and are not aligned with the strategy. Over time, the broader organization then begins to act consistently with the strategy. Often, when leadership teams begin to discuss specific decisions in the context of their new strategies, they find that individual interpretations of what the strategy means vary quite widely. It is only by applying the strategy through an ongoing dialogue that it begins to take on shared meaning.
No plan for managing the migration
A well developed strategy includes long-term ambition and a migration path to get there. However, the 
Unclear link between organizational structure and strategic objectives
Change in strategic management approaches implies new processes, skills, metrics, systems, beliefs, and role changes over time. Strategic execution needs to be supported by a workflow that works with the strategic goals, rather than against it. Too often, we see companies define new targets and goals without implementing consistent support systems to reinforce and direct everyday activities. By aligning the organization and process in relation to strategic milestones and outputs, executives can create a system that enhances the implementation rather than hindering it.
Lack of employee engagement measures
No execution is complete without employee engagement. Without sustained effort and commitment by employees, firms are doomed to fail in any strategic initiative. Engagement helps to speed results, increase quality, and mobilize the organization. There are a number of effective ways to do this, but ultimately you have to decide what's right for you. Some of the ways we'll talk about later include involving employees up front in the process, providing emotional rewards, and using experimentation and iteration.
The Three Pillars of Effective Strategy Execution Efficient execution of most major efforts requires three things: (1) direction -a roadmap for where to go;(2) structure -a holistic description for how work will be conducted; and (3) peopleresources for doing the work. Implementing a breakthrough strategy is no different. Organizations seeking to reach the ambitious goals stated in their strategies need these three things as well:
• Direction -Getting specific with strategy to the point where it is relevant for everyone and everything in the company
• Structure -Creating an organizational architecture that shadows the strategic architecture
• People -Engaging and mobilizing employees for sustained commitment Very importantly, companies must manage their progress on the three pillars in a coordinated way, ensuring that no one element gets too far ahead of the others. Many companies have failed by letting re-organization get out in front of cascading the content of the strategy, for instance. Balance is a great virtue in implementing the three-pillar model.
Pillar One: Get specific with strategy by making it relevant for everyone
There is a huge disconnection between corporate strategy definition and the daily activities of employees. According to a study conducted by Robert Kaplan and David Norton, the founders of the Balanced Scorecard, only 5% of employees really understand their company's strategy. In addition to formulating a high level strategy, executives need to translate the high level strategy into something that is meaningful for everyone. By doing this, they can ensure that the strategy is effectively propagated until it can be executed in a decentralized and consistent manner. 
Key Measures
• Success is defined by the length/richness of client relationships delivering healthy returns to the business
• Our success is driven by our ability to maximize profits on all transactions ambition. The goal here is to align the organizational structure to fit the requirements of the strategy. Too often, leadership teams assume that existing structures, processes, metrics, behaviors, skills, and tools will deliver a new strategic destination; to their regret, they later learn that the existing organization was optimized to deliver the past vision, not the future one.
Building a winning organizational architecture begins with a set of organizational imperatives that describes what the organization IS and IS NOT to be across multiple dimensions. The table below lists an example of the operational imperatives of a market data analytics and advisory firm.
The basic question to ask: what must our organizational construct be able to achieve and deliver, repeatedly, for us to succeed in our desired future state?
Having a set of operational imperatives, then it's possible for the leaders to design out the organization to best achieve the desired results, making decisions along the lines of: reporting hierarchy, individual/functional/business performance metrics, job descriptions/desired candidate profiles, elements centralize/decentralize, and others.
A critical element that some leaders forget is the transformational nature of an ambitious strategy -it takes some time for the organization to reach the desired end-state. Along the transformation, the organization makes different decisions, take on new actions, and gain new capabilities; so, the organization structure itself should shadow the transition and evolve over time. In other words, the organization structure that perfectly fits the desire end-state may not be the best structure for supporting the transition.
In creating the organizational structure, executives need to remember to:
• Understand the imperatives: Develop a clear understanding of end-state goals and the outputs that the organization must deliver to win in the future state
• Identify the gaps: Detail out all the shifts required
• Mind the transition: Manage the organization evolution over time Pillar Three: Engage and mobilize employees for sustained commitment
The previous two pillars addressed rational and structural gears for making the implementation work; the third one is about generating emotional commitment, the fuel, so to speak, for the implementation to be successful. To engage and mobilize employees, the solution is to pull in key stakeholders, gain their commitment to action, and launch their active involvement.
A potential process for how this might work highlights four key steps.
While the timing and phases may differ for each company, the principles and activities will remain constant.
1. Spread the word -Clearly communicate the end state, why the company is headed there, and how it will get there. And then listen; the act of listening not only activates people, it empowers them to become involved.
2. Pilot employee engagement -Set targets and boundaries, then conduct first pilots.
3. Build the system -Apply lessons from pilots making sure to balance innovation and discipline. 
Roll it out

Conclusion
The three pillar approach addresses the direction, structure, and people required to be effective in strategy implementation over the planning horizon. It keeps companies from falling into the trap of emphasizing only one pillar or sub-element (e.g., structural re-organization, detailed interpretation of the strategy content, or employee communications) while neglecting others, and allows for ongoing adaptation and re-balancing of the three pillars as they learn.
Ultimately, each organization's situation and the challenges of its strategy implementation are unique. So, the emphasis across the three pillars should reflect the organization specific needs. However, paying attention and addressing the issues in the three pillars is the surest way for a successful implementation of the organization's ambitious strategy.
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